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25 September 1963

MEMORANDUM FOR: Chief, Personnel Security Division - -
Chief, Interrogation Research Division

THROUGH: Executive Ofﬁce%

SUBJECT: Clearing of IAS Personnel

1. Mr. Emmett Echols called on me this date concerning
the program for the Office of Personnel to speed up the waiting
process into classified duties of IAS personnel, There is attached
a study representing basic facts. Ihave not read this study but
1 think most of us are familiar with the problems involved. Mr.
Echols will deal with the Medics, OTR and other components that
have a part in the IAS processing with?view to reducing their time
factor in order to speed up the clearance process.

2. 1advised that we would cooperate fully, There appears
to be no issue with PSD as PSD procedures operate on the fastest
possible basis, The problem of scheduling of polygraph interviews
is one that has been under review by IRD and they have taken various
steps to meet the work demand from| lat the 1AS pool, 25
1 would sugge%further consideration be given to polygraphing
the IAS pr&%"ﬂ cleared personnel in those cases where it
is feasible in advance of their final clearance so that in the event
of no derogatory investigative information they could be released
immediately. This has been a procedure during certain periods
with IRD and perhaps this could be worked again to the advantage
of all. IRD will always have, however, difficulties when there are
accelerated clerical personnel drives with a consequent batcklog
developing.

25

R. L. Bannerman
Director of Security
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PROBLIM

1. To detsrmine what steps can and should he taken to sireanline the opera-
tiono and ‘gut the costs of the Interim Assigmment Section ([AS) of the Per-
sonnel Office. - ‘

BACKGROUND

2. Purpcse of IAS

IAS and 1ts predecessor units have existed throughout almost all of the

. Agency's life to reet two basic persomnnel needs:

a. To provide a convenient administrative device for receiving
and processing certain new employees whose 'parent' components
lack facilities for handling their initial reception.

b. To provide an administrative unit to receive, orocess, if
necesgary - hold, and then assign, clericul emplovees recruited
by the Office of Personnel against known or anticlpated Agency
requirenents. '

The first of these functionsg embraces emplovees recruited for specific
asslgnrents but who cannot go Lmmediately to thelr components after ECD be-
cause (1) they huven't been fully cleared, or (2) their components want them
to receive clerical pre<employment training. Many of thece individuals come

to IAS on "provisionsl" clearunces dee NOT§7, but the nejority who lack full

clearunces merely require medical and polygraph exeminations. The principal
categories of employees involved are: Wage and Labor Bourd employees, certain
types of Junior professionals ineluding RID analysts, and clericuls hired
sguinst gpecific T/O pogitions. All such employees are, of course, slotted
against component T/0's and thelr salaries while in IAS paid by their "parent”
camponents. ' Therefore, only & tiny fraction of the cost of opernting IAS is
attributuble to this portion of its workloud.

1

1
o

. NOTE: Thils paper uses 3 different terms in referring to the various types

of "elearances:”

Fully Cleared - means that all 3 of the following procedures have been com-
pleted successfully: (1) full field investigation, (2) polygraph examinatilon,

"and (3) medical examination.

Cleared - meuns that a full field lnvestigation has been completed successfully,

but the polygraph and/or medical exams remain to be campleted.

Provisionally Cleared - means that some preliminary securlty measures have been
campleted, but not the full field investigation; and, in almost all cases, both
the polygraph und medical exams alsgo remudn to be completed.
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The second function is the familiar "clerical vool" whose members are
hired against general Agency requirenents (as determined by projecting aettri-
tion) raother than specific slots. This means that until they are "fully
cleared,” procossed, and finally asslgned, they are charpged apuinst IAS "slots”
and paid from IAS funds. About us often us not, they BUD with Uorovicionsl”
clearances and renain in the pool for substantial periods. Thus the "clertical

pool” consumes the lion's shure of the IAS budget.

3. 1AS wWorkload

During FY f63 IAS received and processed >y employees as follows:

ULnSSIGHED CLERICALS
ASSIGHTD CLERICALS 4
CFTHER S

The wverags length of stuy in IAS for thg eaplovees protessed
there dwring FY '63 wvas: :

CLTERORY ' - NO. CAVFRAGE STAY -
Provisionnlly Cleasred Employees . LS vork duys
Cleared Employeecs 27 wark days

NOTE: As previously noted, "cleared” ncuns

' that a full field investigoation had been
completed by EOD. However, in virtually
all cases, EOD occurred before cither
polygrash or medical examinastions were

campleted.
. b, S Costs .': : 25X1A
IAS saluaxy costs during FY 'G53 totaled [:::::::::Fstributed thusly: 25
P

IAS Staff Meubers (12 employees)

Unassigned Clericuls[::::;]employees paid
by IAS from EOD until assignment to a canponent)

TOTAL’

The per day sslary cost for each clerlcal employee whie in Lif averunges
about $17.50 (i.e., the bottom step of GS-4). This figure, vwhich excludes
all "overread" charges, will be used hereafter in canputing and meking cost
conparisons for various aspects of IAS's operations.

1AS costs for space, cammnications, supplies, e¢tc. have not been com~
puted or included in thls study.

(@)
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L

WPIC "Pool”

During FY '63 NPIC operated o amall pool for its provisionaily cleared
professional and technical employees, using their "holding' period for
technical training. This study treats all such employecs as having entered
on duty directly with their camponent.

DISCUSSION

6. Possible Ways to Cut IAB Costs

There are 2 ways to reduce the costs of operating IAS: () cut the
number of EOD's wio go there, end/or (b) cut their aver.ge stay. Thzoreti-
cally, the nuiber who go to IAS could be dropped to zero by the simple de-
cision to: liminate "provisionals;” insist on medical and polygraph exams
prior to £0D; recruit all clericuls against specific sloto; and hove all
EOD's go directly to thelr components. This, in fucth, is exuactly how the
Agency treated | |new enployees during Y 03, As @ practicol
matter, though;, we cannot extend thip trestment to all cuployees. .

To begin with, same "provisionals” will probably alwnys have to be
grented. Nor would we suggest changing the present prauctice of sending cleri-
eals through IAS. This practice is the product of a great dewl of trial and
error in deterrining the best (and cheupest!) ways to bring clericals on
bourd; to ussist them in finding suiteble housing; to delermine their most
appropricte assigmaents: to acyuaint them initially with Agency rcutines,
busic proecedures, and terminolegy; to assure that thelr sikdlls nateh their
pey grades; and, generally, to prepure them for their first days of productive
work. Wwe helieve the practice 1s sound and qulte defensible, even in the
face of an airtlght budget. : '

. , ‘

However, some non-clericals now going through [AS could enter on duty
directly with their components 1f we simply arrange thelr medleasl and poly-
V t Rl & "
graph exarinutions orior to BOD. To the extent this cun be donc, it certainly
. — . - s
appe.rs desirable frum nn agency stundpoint; but it will huve little, if anv,
effect on the IAS vudget, of course, because the saluries of guch cuplorees
are pald by thelr parent components; not by IAS.

S5c -~ lgnoring the ebb and flov of actual numbers of persons recruited
each year ~- ony real dent in IAS'e budget will have to be made, we believe,
by cutting the average stay there of new FECD's. This, in turn, cen aleo be
done in 2 wuys: (&) cut the nmwwber of persons peruitted to ECD or provisional
clearances, and/or (9) telescope the time allowed for procegssing, orientation,
and other procedures after ZOD. :

Let's exwulne separutely each of these possible neusures.

7. PTovisidnal Clearances "~ 25X1A

During Y 'G3, IAS entered on duty[::]proVisionally cleared employess

(3)

D
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who stayed in the pool an average of 18 working days longer than "cleared”
EQD's. Using $17.50 as the average dail y of cuch employees, provisional
clearances "cogt” the Agency about[:::::f:fiin FY{ '63, rost of which was borne
by IAS. To be sure, these employeecs were not idle during their wuiting period.
They were engaged in pkills troining, indoctrimation, and some productive worlk.
But it is falr to say the Govermment got less than full measure for salaries
paid. :

The justification for provisionals rests on the asssrtion that many
degirable clericels, Wage and Labor Boaxd employees, und same highly qualified
professionals - all of whom wve need - will come to CIA only if offcred prompt
employnent. According to this assertion, hiring such paople (and paying tholr
sularies for 1-3 months while they awalt full clearance) represents a net,
long-teru gain for the Agency because by this practice we get better gqualified
arployees at lower recruitment costs than vould otherwise be trus. .

Provisional clearances can be defended, of course. But it is highly
doubtful they wera needed in FY '63 to the extent they were used. Biring
tprovislonuls” without tight screcning controls csn lead to sloppy, wasteful,
unnecessary pruoctices; and we guspect it is time to cliallenge some of the
habits developed along these lines in recent years. The Recruitment Division
ghould ve asrked to "show cause” why 1t cannot (at only slightly higher re-
cruiting costs) slash provisionals, say, one-half by shifting some recruitment
sourcesa, altering same recrultment tactics, and just plain deferring the EQD
of sgue candidates -~ ell this without sacrificing any essentiel elements of
the recrultment program or suffering any net loes in desireble EOD’s.

8. Telescoping 1AS Procedures

At least B/h of IAS's costs are attributable to the processing of
"cleapsd” E0D's. any subdtantial cuts in 1ts budget will therefore have to
be mofle in this area - by telescoping the time allotted such processing.
Fortunately, this uppears to be, not only the rost important area to cut,
but also the eusisst! To get a2 "feel' for the problem, let's cee Low a
"typicel” clericul evployee 45 processed in IAS (TAB A) and then examine each
of the steps: P

EQD Procedures
- Medical xamination
Polypgraph Examination -
Skills Testing and Training
Indoctrination
Orientution .

9. EOD Procecdures

EOD procedures include the oath of office; completing pay forms;
security briefing; placement interviews; and counselling regarding housing,

(%)
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transportation; pay, and other matters which enuble the new employes to ad-
juet to his or her new surroundinge.

EOD procedures congume the equivalent of about 2 days. Thore 1s little
11{kelilood we can =-- or would want to ~- reduce this time very ruch.

i

-

10, Medical Examination

Time spent aumliting medicsl clearances 18 consumed 2 wuys: (a) waiting
to be examined, end (b) waiting to be told the results of the exawiration.

| | Chief of the Clerical Assigmment Branch (w.ich is
responsaible for IA8), claims she can Porecast about 2-3 months in advance
the approximate number of exployees ILAS will bring on duty in «ny given month,
ond cun list their nsies about a week hefore their arrival. The Director of
Personnel cun, no doubt, supply cven longer-runge forecasts for othcr EOD's.
With thnls kind of advance notice, it ip difficult to understend why the dedi-
cal Steff hus much of a problem scheduling examinations. Dut it does.  The

evidence indicates that a good meny -- during swmer months, perhaps hulf -- ECD's

are not scheduled for medicals during thedr first week in IAS and, therefore, .
wait until thelr third. Scme delays could be avolded if IAS acted eariier te
get appointments; not all scheduling delays are attributuble entirely to the
Medical Staff. . :

- Even so, the Medical Staf?f showld take a critical look at its opera-
tions and, particularly, at delays in dispositions. Affirmative dispositions
typically take about 2 weeks from the dute of examination to the dute written
eporoval reaches IAS. Dispoprovals often take 1 to 3 months to reach IAS!
Suroly the opoortunity for some very considercbie oavingo can be found in
thopa ctetlstics when 1t 1s recalled that each day's Gelay “costs” the Ageney
about $17.50 for the salary of the ECD who is vaiting.

11. Polygroph Exemination

Worklond Porecasts .for the Medicsl Staff sre also available to polygraph
examiners. Yet, they have an even toughsr time planning cchedules. For
eyomple, reguests on 9 Septamber for polygraph erems would get you appoint-
ments for 16 Cetober. . :

Fortunately, IAS hae no trouble getting the results of polygraph exams =-
they're availzble in about L hours. But even so, during swmmer mouths,
medical clearances usually come through on ECD's faster than polygraph clear-
ances slmply because the polygraphers ?all 30 far behind in scheduling.

12. Skills Testing and Tralning

, As a gernerul rule, clericals take skills tests after BOD, not during the
pre-employment period. The Chief of the Clerical Assignment Branch says very

(%)
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few typists and stehdgr&phers are able to pass our skills tests the first
try -- about 60% of them need 3 weeks of skills training to do 8o, 20% noed
2 waeks, apd the remaining 20%, cpe vesk or less.

Quite aside from the f&ét that employees are supposed to possers the
ckills for which they are being paid, snd all this training is & gresat burden,

_ the declays required for "refresher” training dilute much of the atmoephore

of urgency that should surround IAS's operations and contributc to 4t will-
ingness to accept without sufficiently loud complaint the unncecessary delays
imposed upen 1t by other canponents. ’

" 13. Indoctrination

. OTR gives & week of unclassified "indoctrination” to all clericals during
their second week in IAS. The course includes world geography, Inglish usage,
punctuation, capitalization, filing and other related subjects. : .

. Indoctrination is no doubt quite Important. Dut OTR allepgedly insists
that the course s an indivisible puckage and particlpants may not be pulled
out of it for other processirg gven though they will be available luter to
"make up" lectures nissed. This insistence apparently explains why ECD's
who cannot be schediuled for medical and polygraph exmms thelr first week in
IAS wait until at least their third. If this is true, then to the extent it
delays the final releage date of someone from IA3, OTR should ponder the
cost == $17.50 per pupil per day! And IAS should pull participants ou% of
the course if necessayy for other processing, nobtwithstanding training
schedules. ’

1h. Orientation ' . !
. » b N ~.

For clericals, "Orientation” is a 3} day course presented by OTR during
the first week after an IOD is "fully”’ cleared -- i.e., after results from
both polygraph and medical exmms are received. The schedule 1s shoim in
Annex A. o _ L

. ‘ b

At lesst 1} days of the present orientation schedule deal with un-
clasglified material. By vithdrawing this, adding 1t to the indoctrination
course, and condensing the latter if needs be, 2 days can be cut fram the
gtay of each clerlcal in IAS. During FY '63, this move alone would have saved
| bericals X 2 days X $17.50 per person).

CONCIUSIONS

15. By cutting provisional clearances in half and reducing the average stay
in IAS of cleared employees from 27 to 15 work days, the FY '63 IAS budget
could have been cut at least BO% - 45%, a suvings of well over[________ Joff-
sat to scne extent, perhaps, by slightly higher recruiting costs). Both these
actions could have been done, ve boligve without altering significantly any
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.current recrultment or processing practices.

The cut in provigionsls could have been achieved by maling earlier con-
tacts vt some recruitment sources; roquiring greater psticnee aronsg cendidates
able to defer HOD; und, 1f neceosary, by shifting socme recrultment sources --
i1.e., dropping short-term schools and going after employed persons through
broader advertising. : ‘

TAB B shows how a 3-week schedule would have been sufficient to process
a "typical" clerical EOD. Extra time, beyond what can be taught within this
period, 1s not allowed, of course, for skills trailning. implevecs who cannot

pags thelr typing aund shorthand tests (assuming these tests represent reasonable

standards) ofter 3 weeks should be reducod to the prover grade until they can,
ard should uss thelr own time and wesources to improve their skills Tor this
purpose. :

16. The foregoing conclusions aye applicable to the operation of IAS during
any year. FY '63 etatistics are used in this paper only becuuse they ure
freshest. lio attempt is made to anticipate FY '6k4 or any future period, though
it is recognized, of course, that FY ‘€% will, most likely, witness & lower
level of uwctivity than FY '63 and thus an easing of scheduling Aifficultics
and a smaller IAS budget. However, the basic problems dlscussed in this study,
though lessened, will not disappsar Just because workxloads decreaso. MNor are
they likely to yleld to gentle persuasion, or to measures such as flattening
out the seisonal bulges in IAS (though this is certueinly a desirable goal in
itself!). No == the problems are too closely bound up with long-standing
habits simply to "go away.” It will take direct, affirmative actlon to resolve
them.

- It 1s recognized, also, that FY ‘6L may present some acute budget problams
for IAS, but no speclal account of these has been tuken in connection vith our
conclusions und recomendations. If deeper budget cuts are necessary in FY ‘6b
than the study contemplates, then scme "bone” will bave to be removed during
that perlicd. However, wve would hope that IAS can be stabilized aleng the lines
suggested in paragraph 15.

17. Finally, the obvious ne¢ds to be stated -- and underscored. Real improve-
ment in IAS's operations requires the coordineted effort of all corrponents
involved in 1ts affalrs: Reeruitment, Security, Medical Staff, OTF, ond IAS
itself. There 1g little to gain im applying the lash to OTR, for ewxwmple, I?
BOD's are delayed, in any case, awuiting polygreph exmminotion. Ard there's
no profit in pregsuring the Medical Staff to rush digpositions 1f IAS had
dragged its feet meking appointments for the medicel exmns. This whole process
reprepents a perfect example of the veakeet link controlling the final outcone.
Therefore, our geal should be to sssure that there is no 'weakest" link.

RECCHMMINDATIONS

18, Recamend the following officials be asked to accept as otanding oporobing
procedures the conclusions expressed in paragraph 15, or to "shov canes” wky
they cannot: ‘

Chief, Clerical Aspignment Bramch Director of Training
Chief, Fersonpel Reerultment Division Chief, Medieal 8tufY
- Director of Szecurity R
' " (1)
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: CURREV'T
I8 SCHEDULE FOR CLLRICAL PERSONKEL
. - - . ' : ’ . “ " ¥
‘ This is the cwdu'e curren’my (September- '63) followad by a *"wlc;l
clericul e: ployee recrulted ugainet "enernl Agency requivenente {U.e., Tune
slotted ) who cnters on duty in IAS after o fall security invosti ;xtion -
. but before medical or polygyruph cxanination.
FIRST JLEK - Processing ind Exanination
Honday -« . ECD i)roccdures; sceurity triefing; counecliliiag re
' ‘housing, trunsportation, puy, etc.
. ) Tuesduy . ==  Skills testing; Uriefings on benefits inc services
’ R, . selevtive service, UM, insuringe, cte . R
N Wednesday —_— . ”" ‘tects, plgzcue 1t im:erv;w e - ‘ ; _ -
_ : Thureddy <= Izicéic'd,l_ and poiy{;ru »h exaninitions, photog rm%ed B
g _ & Friday .-+ - for badge. oot ‘ -
- l‘,‘ ) -‘ - ’ . ) :
. _ *;,, . SLCOND WEEK - Trdining
~ . QTR gives - week of unclassified instruction to all clericuls their 2nd

weel in TAS. The course iqciudos vorld geography; Bnoliel ususe; punctuation
- ahd Cu‘O;Ml‘Z{itiyn; fu._Lng' and other related ShbJ”Ctu, including ‘sidlls
- truinis typing and/or shorthand) 1f meeded.
\ X =5 /

'
b N
o

THIRD WERY - Truining

- Skills training contirues Tor those vho n

eed it, and « becond eoqrinhy
session 1s given. imployee S Who did not cunplete

nedical 4nd pol_vn'uph XAl

, Cinations tlhe first week do s\) novi.  (buriae cwmer monthe ore or both of thene
Cexars 1s usw:ily delured bevend the Tlrst waeb.)

FOURTI WELK ~ Training or Work

C . Brills trauining continues for those nceding it. Chthers perforn un-
> Ll .s8ified duties. N
FIFTH WELL -~ Treining oy Work

PRSP

CSame ws bth week.  Typically, notice ¢

' (i.2., satistuctory cowplution of bLoth redl
during: this wveek,

of m e'mT ovee's full clewrance
el wnd polygraph exars) o recelved

STX M WEEK - Orientution

OTR precents a 3i awy course of cl.ssified .nd unclussificd orfentatt

topics to all elerieils duriny thelr final weex in [ad.  The full schedule if;
attachied as Anrvex A.
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CLERICAL ORIEIFTATION

Roem 501, 1016 16th Street

Tuerday - '
o - 0830 - 0945 - Introduction

- 095 - 1055 ' Orgenlzutlon of CIA S s
1055 - 11106, “Break : '
1110 - 1218 - Beecurity DBriefing

1215 - 1300 Lunch
: 1300 - 1400 Telephonz Techniques -
PR U1k00 - 1530 Telephona Tab I (Group A ~ 2 Sections)

o]
1530 --17Q0 ... Telephone Lab I (Group B ~ 2 Sections)

Wednesday
CLERRE RN

s 70630 - 0900 Examination Reviaw
4 o . 0800 - 1030 Mailing Procoaurdﬂ
' © 1030 - 1045 © Brask :
0 10hs . 1200, Correspondence Ledture
© 1200 - 1245 Lunch
(Group ~ A):
R . j’ L Xeks o ibds ‘ Correspondence Lﬂb
o ' ST dhks - 1500 - Break
‘ - o o 1500 - 1700 'mu;eshone Lab IT
... fgroup - B):-
125 - 1bhks5  Telephone Lab II
1kk5 - 1300 . Break
1500 - l?O@» Correspondence Lab
| Thursduy
- 0830 - 1115 Time & Attendunce Tecture end Labd
S311s - 121y Tuiich :
'1213 - 1h1s Protocol .
1h15 - 18515 - Supplieg, Bquipm@nt, auu Services - .
1515 ~ 1530 Braulk
1536 - 1615. Acency I[gsunnces
els - 1700 - Ohudy Period and Written fxamina®ion
| Friday |
0830 - 0900 - Examination Revievw
OyoU - 0930 Study Period
0930 - OS5 Break
09y - 1030 Finoel Rxomination
1030 - 1130 Claesgitication of lotss und Critigue
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LA VALY
A T | D
P

“1£8 ECHIMULR FOR CLFNICAL PERSONTEL

PE\UT UFB{ Z‘P@@"vmgfmgz aml I\mmaticms

: forg 8 c‘r‘aat pehafvle oreopt hat I aicaxl ax:.ﬁ Polymph, EBrms
given Tusoday and Uednecdny Inotocd of Ymrclfay end Friday %o allov ¢tha
¥oddead 0%ngf 2 oxtrn Gnys to ewuplite "dispositicons.? This shift requires
that 1A pekcénle oxoms he wook BIforz cmployoco EQD, .

: s*cnw“ VTEK < %wa«ming
¥ Bmuw to @m*mm z:;@h:&:la CraGEh that ingtnmtion io az,mnfpd 4nto
Aaivioiblo wmito so ¢hat ooployoos Uho mica locturcs ehn mels them Up.
~ Aloo, €0 vmelapsificd portlens ¢f who proctat oricntaticon couwns -0FQ
© dpgdvrdcd REre. N _ ‘

THIRD W‘?’K ?‘maﬁmznrﬁ and Orimtation

o Fixot 3 c:'yo dovetcd o "mats up” {—aining or work projects, ,zlst 2
Gnys %o criomiabion. Belofvlg comeres (haf% Modieal ewd Polysroph Ry
woro eranlotad dn timo Eep torTiin t"7 Bota Go youeh IAJ nob lator Jrfm

el

TIA0Ciny CF Sl USSR
Lo

!

- E@‘i’zs eﬁm Tor tbe firot ond the laot 2 days, ths eabove
o T pemsdule must bd econlotoly floxible to cmable cmployeas .
vhe eanngt TO cohetuled for Medical or Polygraph mnas
ocn tha 2rd end £ doy Co be schoduled ob tho firgt
opporeunity thoreaLiar.
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